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FROBLEM 1+ The Avallsbility of Agency Personnel to Serve as Instructors
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The 0ffice of Training now has 28 instructor position vacanciss which
should be filled by experisncsd intellizence officers from DO/F, for
the most part, and in lesser mmbers from DD/I and PD/S. Thus far,

the Office of Training has bLeen unsuccessful in obtaining sufficlent
numbars of eligible candidates from other officss of the Agency to f111
these vacancies and te replace those non-OTE carser designees whose
Z0-ponth tours with the Office of Training have expired,

Offics of Training carser designees, serving as inetructors, soms of
whom hava not rotated since 1950, reed to have thelr intelligerce and
cperational sxperiences replenished in order to schieve a proper balance
as instructors between theory and practice., The Office of Training
Career Service Roard has inaugurated a Career Developmant Program

which provides for the development of & five.year plan for each caresr
designee of the Office of Tralning, Rormally, the plans provide for

at least one rotstional tour of duty,of 12 months' minlwam duration,

to another component of the Ageney. I1 18 impossible to put these
career rlsns into effesct, without interference with the training schedule
of the 0ffice unless experiernved operational and intsliligence personnel,
83 replacemenis, are made available to the Offics of Training on &

man for man hasis,

Lesolution of this protlem requires scceptsnce within the Ageney of a
policy that tours of duty with the Offies of Training are necessary
and desirable in the interests of the Ageney, and that other Career
Service Boards will accept OTR rotatees for duty in their components
and will replace such rotatees with their own careser designees for
aquivalent tours of duty in each case.

Since personnel are controlled at the division level in DD/P, the
Office of Training encounters difficulties in exsrclsing exchanges
andd rotation of personnel on an squitable or guid-pro.guo basis; for
exsmple, an OTR instructor may be released to Diwvision A, but the
most qualified replacement may be found in Division B, Without
centralized control of Clandestine Services perscnnel it is extremely
Aiffieult to negotiaste exchanges on a truly eguiiable basis,

In summary, tharefore, this problem braaks down into the following
steps: Office of Training existing wvancanclies of instruectionsl personnel
should be filled by sxperisnced and qualified persomnel who have the
capabllity to serve as instructors from DD/F, DD/S and DD/I components
the Agency. Seoondly, the raplrcement of non<UTR career Jesignees
whose tours of duty with the Office of Training approach expiration
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should t® replaced on a systematic basis; and finally, OTR career
Assirneas who require replenishment of their intellipence, operational
rnd suprort experience should be permiitsd to rotate to other componsnts
of the Azency on a man for man replacement basis for equivalent tours
of duty in esch casa,

PROBLEM 2¢ The Junior Officer Tralning Promram.

25X1A Some improvements to the JOT Program can be made with substantial benefit
to the Azercy. For the most part the JOT Program suffers from deflclancles
in the recrultment effort of the Agency. Currently the Offles of Training

stors sre deemed to be effective ways and means of improving this sitvatiom

a, There is at pressnt no incentive system for recruiters to place
emphasis on the quality of persornnel selected, ahsad of guantity,
¥or example, it takes 4 to 6 times as much work to identify and
recruit & JOT as 1% does ts selsct other professional or clesrlcal
rersonnel for the Agency. FPriority is now given to recruliment
of operational vacancies., Under an incentive system, and with a
larger recruitment offort greater numbsrs of JOT's could be fed into
+he Agency gystem,

b, The insbility of the DNepartment of Army to absorb its EUIC personnel
affords a wnicue orportunity to the Agency in exploliting a source of
rotential JOT personnel. The shortage of recruiters has mede it im.
possibles for the Agency to exploit this source of manpower,

¢, Out of every 100 applicants for the Forelgn Service only 15 are
selacted and commiasioned. DBetween tha 16th and 25th applicants, of
each 100, thers is represented s group of young men who have already
made a commitmant to ssrve the U, 5, oversess, who possess high
cualifications and are a fruliful source of skilled marpower for the
Apency., The shortage of recruiters has resulted in a failure on the
part of the Agency to sxploit this source of manpower,
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it could ba mede more so by personal or written contacts, If the Office
of Psrsonnel could devote the time necessary to stimulate the network
to greater activitles, it would result in the aveilability of greater
murbers of high potentisal Agency versomnnel,

e¢. If priority were given to fill ths currently authoriszed JOT slots, the
deployment of these additionally trained and fully cleared JOT's would
similtanecusly alleviste current personnel shortages and result in
improved on.the-job performance in the Agency.

At the present time a majority of applicsnts for duty with CIA sare processed
in this order: interviews by the Office of Personnel; testing of &ll locally.
Kred clerlceal people and a minority of professional people; security inves-
tigation; medical examination; polygraph; general personnel procsssing,
including testing of perhaps & majority of professionals, One 3ifficulty with
this processing is that the majority of professional applicants are tested
after they sre on board., Obvicusly, the testing program would have mors effsc.
tiveness if it were conduoted prior to employment, Flans are being formulated
by the Assessment and Fvaluation Staff, Office of Training, in cooperation
with the Office of Personnel, which w11l make this possible, Apart from this
question, the above system of processing violates an axiom of personnel people,
namely that, other things beling squal, the least expensive parts of processing
shonld be put first in the procedurs. Vhenever sscurity rrocessing is put
early, the risk is taken that a process costing in the thousands of dollars

iz wasted because of rejeotion by & process which is relaBively insxpsnsive,

8.82s medical or psyehological examination,

z, Dringing people to Washington at Agency expense for medical and
peychologicel examinations and personnel interviewing prier to
putting into security processing would probably be equally expen-
sive. Decentralization of the medical and psychological sxaminations
and any interviewing necessary might well be practicable,

be The Assessment and Evaluation Staff, Office of Training, is in the
Process of decsntralieing its Junior Officer Trainse testing through
such decentralirzation., It is slready clesr that thiz decentralization
procedures wlll work for this particular examination. If through
consultants or Agency staff a similar deceniralization could be gecome
plished for other slements of the procedure, it is highly probable
that the savings might resch a very large figure,

¢o It is understood that the State Department has alresdy resorted to a
dJecentrslizsed systonm,

4+ Iymboring System for Personnsl.

EDOBLE

Assigning individuals a serisl number so they can be identified with certainty
in files gererally and in IBM files specifically is an sssential whenever
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recorde are to he consulted and used for individual purposes., Tefense
organizations have long had a serial nembering system, CIA hes a confusion

of numbers, I do not know bow many exist, tut I am aware that payroll has

one nuibering system, personnel another, and the Assessment and Evalumtion
Staff, Office of Training, will be spending 25 man weeks per year assigning
mabers of individuals receiving Fitness Reports, individusls tested for

one or another purpose, and individuals who register for OTR courses. This
astimate 1s baszed on an average of Fitness Reports, Training Evaluatbons,
and test papers beling reocessed, an ¢ te which is consarvative, If ome
adds to thim 25 weeks the time other offices ars spending in aszigning numbers,
the possibilities for saving become large. It 13 urged that a serisl mmber
be assigned to the individual on entranes on duty, this mmber to be ussd
consistently throughout his career for all purposes,

IHOHLEM 3: Imnconsistencles in the Perponnel and Operaticmsl Oblesctives of
Lhe Arency.

a, Ferently the Director of Central Intelligsnce has reiterated that the
fganey has too many people. In spite of all efforts belng made to
wead out the unfit end the mediocre, experience indicates that it is
33 fficult indead to sccomplisiy-this ohjective,

i At the same time the Director of Central Intellizence has repeated that
we are aocepting more and more responsibilities and commitments,

¢, The Jackson Commitiee report strongly recommended that the Agency concen.
trate now -upon building 2 fully trained and operstiomally effective
clandestine capability, and to do this we should cut-back vpon cperational
commitments until owr persomml were sufTicisntly well tralned to carry
out our taska successfully. The Inspector General, the Doolittle and
Clark Cormittess have all recommendad that inoreased emphssis be placed
upon training of Agency personnel. The operating offices agree in
principle, but they have not been rellieved of their operationgl commdt.
ments so that their personnel oan be spared for asdequate tralning.

de In view »f this situatlon it is strongly recommended that the Director
of Central Intelligence advise the Bursau of the Budpet that contrary
to having sufficient personnel, the Agency requires a 5% overall increass
in strength for the next 3 to 5 ysars in order to accomplish adequate
training of its perscmmel for the incressed cperational comitments it
has socepted,

FLOBLEM £: m&mmmﬂz&mmw
into Overating Frograms in ibe Depariment of Stats

a, Office of Training concepts such as the JOT Program and its technigques
of recruitment, decentrallzed testing and selectlion of personnsl, the
collegliate spotier programs, and basle training principles have besn
incorporated in the YWriston Commitiee repord on the Forelgn Service of
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the United States., This occured as a consequence of the pregencs on
the task force of the Chief, Pasic School, Office of Training, NG

b, The Department of State is now moving rapidly to put these ideas into
affect; Tor exawple:

(1) The planned level of Department of State recruitment, alming st
an estimated anrsl intake, after 1955, of around 250 class 6
officers per year, 1s to be worked out on & flexible gquote dbasis
thin TERT .

{?) The exsmination procedurs for the Foreign Service has Leen revised;
some 65 examination points have besn sstablished in the States and
Tarritories, plus all Foreign Service posts sbroad; and two exani.
nations ars to be conducted this year.

(3} Up to Tifteen recruiting tesms of two men each have been working
sinee early this year, covering every college and university of
any significance in the U. S,, ineluding agricultural and technical
schools. Some 3000 eandidates are expected to apply for the first
o7 the year's examinations in June, and another exam will be offared
in the avtumn. Hersafter, it will be an anmual affair, It is the
Tgpartment!'s objective to mset substantially a1l its jJunior officer
requirements hereafter, for sarvice at home and abroad, through
this program.

c. Tuery: Why is State so far ahead of CIA iIn putting CIA developad ideas
into effect?
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